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COUNTYWIDE DATA CENTER REPLACEMENT STRATEGY

This memorandum is in response to the Board’s instruction to the Chief Executive Office
(CEO) included as item 2 in the September 30, 2014, joint Board Motion by
Supervisor Mark Ridley-Thomas and Supervisor Don Knabe wherein the Board moved
as follows:

1. Instruct the Chief Information Officer (ClO), in consultation with the Director of the
Internal Services Department (ISD), to identify and contract with, under an existing
Master Agreement, an independent third party agency or firm with a physical
presence in the region that specializes in data center design and implementation in
order to provide the Board of Supervisors with a written report within 120 days, with
a comprehensive and realistic recommendation regarding the County’s current
requirements for total and raised floor space, power, and utility needs for a data
center. If there is not a vendor with this expertise under the existing Master
Agreement, the ClO and ISD should return to the Board with recommended vendors.
The recommended scope should:

a. Reflect the replacement of 1SD’s Downey data center;

b. Ensure that the same data center is ready to consolidate most of the County’s
64 data centers; and

c. Accommodate future growth and consolidation, factoring in virtualization and
anticipated changes in data center and information technologies.
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2. Instruct the CEO to contract with a second independent third party agency or firm to
assess and analyze the short and long-term financial, logistical, and operational
impacts associated with acquiring, leasing, or constructing a data center that meets
the needs defined above. The selected agency or firm should be experienced and
familiar with California’s building code requirements for data center design and
construction, possess a deep and practiced understanding of the County’s real
estate market, and provide a recommendation of the most beneficial and cost
effective option. The recommended scope should:

a. Consider the range of options to satisfy the County’s needs including leasing,
purchase, or construction of a new facility;

b. Identify a County site that will best accommodate current needs and future
growth if construction is recommended; and

c. Compare the benefits and drawbacks of constructing a new facility at the
Rancho Los Amigos south campus versus another vacant site.

3. Adopt a policy direction to consolidate departmental data centers in a virtualized,
centralized model. Instruct the CEO, dO, ISD’s Information Technology Services
Division, and departmental CIOs to form a committee and report back in writing to
the Board within 90 days with a Countywide consolidation policy, five-year
consolidation roadmap, and an operations governance process for the new data
center.

Subsequently, on November 12, 2014, the Board authorized the CEO to execute a
Work Order with Gartner Consulting (Gartner) under the Strategic Planning MSA to
complete Item I from the September 2014 motion as follows:

1. Conduct an assessment of the Downey Data Center (DDC), the Local Recovery
Center (LRC), and approximately 65 Departmental computing centers to document
the computing requirements to support the development of a data center
consolidation strategy; and

2. Develop a data center consolidation strategy that takes into consideration the
replacement of the DDC, consolidation of most of the County’s approximately 65
departmental data centers, and industry best practices to accommodate growth and
contemporary computing technologies.
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On March 31, 2015, the ClO submitted to the Board a report from Gartner, which
contained a comprehensive recommendation of physical space, power, and utility needs
for a Countywide data center. As instructed, the report reflected the replacement of
ISD’s Downey Data Center, ensured that the same data center would be ready to
consolidate most of the County’s 65 data centers, and accommodated future growth
and consolidation, factoring in virtualization and anticipated changes in data center and
information technologies (Item I of the September 30, 2014 Board motion).

On June 29, 2015, the CEO contracted with Gartner under a Delegated Authority
Agreement to complete a Los Angeles County Data Center Strategy study to provide an
independent analysis of the short and long-term financial, logistical, and operational
impacts associated with acquiring, leasing, or constructing a data center that meets
the needs defined in the initial report conducted for the CIO. To address the
Board’s recommended scope for the study, Gartner’s analysis included consideration
of leasing, purchase, and construction options for a new facility, and analysis of
Rancho Los Amigos south campus as the location for construction of a new facility,
due to the site already being County-owned and its accessibility to utility services. The
CEO coordinated with the Treasurer and Tax Collector (TTC) to utilize a separate
financial advisory firm, KNN Public Finance, contracted under TTC’s Master Agreement
for Financial Advisory Services, to provide guidance and validation of Gartner’s
financing assumptions used in their analysis.

Gartner’s analysis included market research of all the potential options for meeting the
County’s current and future data center needs, consideration of key financial,
operational and timing information, a thorough market scan of lease “co-location”
providers in the Los Angeles Basin, an alternatives analysis, and additional research on
the potential options.

Based on its analysis, the Gartner’s report recommends that the County lease space in
an existing commercially available co-location facility to serve as its primary,
consolidated data center. The quantitative analysis of cost and schedule indicates that
the long-term costs of data center operations will be approximately 15 percent lower
under a Lease scenario, than under the Build options (Bricks & Mortar and
Pre-Fabrication), and will allow a transition to the new data center at least three years
sooner than under the other options. Gartner’s qualitative analysis in the areas of
operational excellence, operating, and transition risks also favored the Lease option
over the Build scenarios.
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The CEO concurs with Gartner’s findings and recommends the County initiate the
process to identify and relocate to a co-location lease facility in the near term. The
complete Los Angeles County Data Center study containing the detailed analysis and
findings is attached for your reference.

If you have any questions or require any additional information on this matter, please
contact Tom Tindall at (213) 893-2374, or email at ttindallc~ceo.lacounty.qov.

SAH:TT:BMB
FC: PB:zu

Attachment

c: Executive Office, Board of Supervisors
County Counsel
Chief Information Office
Internal Services
Treasurer and Tax Collector
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